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Opportunities Through 
Planning 


Introducing the Future 
Businesses, large and small, depend on their owners’ 
creative, entrepreneurial character to thrive and profit. 
Quick-thinking decisions are made on short deadlines, 
and risky choices taken where hard market facts and pro- 
jections are supplemented by ‘‘gut feel’’ and intuition. 
But no enterprise can continue for long without plan- 
ning. Arrangements must be made to ensure that 
deliveries and orders are processed on schedule, that cash 
flow is in line with loan payments, and workers are 
available to meet production and sales requirements. 
Depending on the size and nature of the business, its goals 
and environment, these plans can either be simple or com- 
plex; short or long term. But they are real requirements 
of business life. Owners and executives are called on to 
prepare for the future even as they tackle their day-to- 
day challenges. 


Human Resource Planning - Here and Now 

Human Resource Planning is part of the necessary future 
Orientation of any enterprise. But it can have tangible 
benefits in the here and now, whether times are good or 
difficult. It is a simple concept that can, in basic forms, 
be profitable for the smallest businesses. In larger firms, 
human resource planning can be highly sophisticated. For 
both smaller and larger firms, it offers concrete and ef- 
fective ways to increase profitability and productivity. 


Why Human Resource 
Planning? 


Proof through Examples 

A shipyard in Ontario was faced with major problems 
in maintaining an adequately qualified and trained work 
force. As ships went through various stages of construc- 
tion, skilled workers in one trade were laid off while 
management scrambled to find employees with other 
abilities. The union and employer agreed that the recur- 
ring unemployment and labour shortages were not pro- 
fitable to anyone - and set up a committee to coordinate 
a human resource plan. The result: workers received train- 
ing in different skills and were provided year-round 
employment. The business achieved increased productivi- 
ty and work-force stability. 

In British Columbia, a small hotel was losing money. 
Management did not have a clear idea of how many 
employees were required, what jobs the staff could do 
and which employees could take on increasing career 


responsibilities. With a human resource plan, the hotel 
gained a sound footing for years of profitable operation. 


The Objective - A Productive Workforce 
These examples are only a few of many that show the 
advantages of human resource planning. There is no 
magic formula here - in fact, the human resource plan 
for each business is individually tailored to its own 
operations. 

However, the objective, in all cases, is to develop a pro- 
ductive workforce, well-matched to the organization’s ob- 
jectives and the environment in which it operates. This 
process is becoming an essential component of efficient- 
ly managed businesses and industries. 


How Human Resource 
Planning Works 


Dealing with Change 

Simply put, human resource planning deals with changes 
in the business and its environment. The human resource 
plan’s horizon can be only as long as the overall business 
plan, which of course depends on the industry and prevail- 
ing economic environment. Business changes can reflect 
growth or adjustment, technology or new market oppor- 
tunities. Human resource planning, like any kind of plan- 
ning, is not a static process - initial projections must be 
revised in light of new circumstances. The planning pro- 
cess, however, provides decision-makers with a path to 
follow and an awareness of potential opportunities and 
pitfalls. It is a potent management tool. 


The Essential Justification — Profits and 
Productivity 

In the end, the essential justification for human resource 
planning is increased productivity and profitability. Along 
the way, tangible benefits include: 


¢ lower staff turnover and improved morale; 

e more effective recruiting and training; 

e early identification of staff related problems; 

® smoother introduction of necessary technological 
changes. 


These benefits can be obtained at surprisingly little cost. 
In fact, in many cases, governments will help you to 
develop human resource plans, especially if your business 
goals create opportunities for individuals who would 
otherwise be denied a chance to succeed. 


Making Government 
Programs Work for You 


Training and Job Creation 
Governments at all levels are seeking the cooperation of 
businesses in achieving social and economic goals. No 
government can expect to be all things to all people. The 
basic responsibilities for creating jobs and developing 
business opportunities rest with the private sector. 
The government’s role is to supplement the efforts of 
individuals and businesses where social and economic 
goals cannot be attained without government support. 
To achieve a vibrant economy, business and government 
must work together. 


The government has replaced former training and job 
creation programs with a six-point Canadian Jobs 
Strategy. The programs have been created to meet im- 
mediate needs of employers and workers. They address 
specific problems, with assistance to those who need help 
urgently. 

Human resource planning is essential to take advan- 
tage of the new programs in the Strategy for a very basic 
reason — you will be able to tailor the programs’ benefits 
to your own business objectives. 

For example, through the Skills Shortages program, 
CEIC is ready to help employers pay the costs of train- 
ing workers in jobs where skills are in short supply. These 
occupations are designated on a regional and national 
level. Employers can organize training programs combin- 
ing on-the-job practical experience, and off-the-job train- 
ing in community colleges and vocational institutions. 
Similarly, CEIC’s other labour market programs, such 
as the Industrial Adjustment Service, Skill Investment, 
Innovations, Job Entry, Job Development and Communi- 
ty Futures can provide federal financial support for enter- 
prises able to plan their human resource requirements.* 


Immigration and Foreign Workers 

A decade ago, some Canadian companies had a simple 
solution to skilled staff shortages - they hired foreign 
workers. These days, in a time of high domestic 
unemployment, foreign worker approvals are strictly 
regulated by the federal government. Businesses wishing 
to hire foreigners must develop satisfactory plans to train 
and provide opportunities for Canadians. 


* Information about these and other programs is available from your local 
Canada Employment Centre or by writing to Enquiries and Distribution, 
Employment and Immigration Canada, Place du Portage, Phase IV, 
Ottawa-Hull, K1A 0J9. 
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Government Contracts and Business Assistance 
Many businesses seeking contracts with Canadian govern- 
ment departments or agencies are now required to sub- 
mit human resource plans with their proposals. The 
limited amount of paperwork involved in preparing these 
plans is more than compensated by the firm’s improved 
ability to project employment costs and prevent produc- 
tion bottlenecks. Similarly, if a firm wishes to receive 
financial support through federal business assistance pro- 
grams, it may be required to develop a human resource 
plan to show how the assistance can benefit workers and 
the community as well as the enterprise itself. 
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Human Resource Planning 
and The Smaller Business 


Human resource planning makes economic sense for 
smaller businesses, whether or not they wish to take ad- 
vantage of government contracts or programs. The plans 
need not be complex; they can be as simple as ensuring 
that workers are available to replace incumbents in any 
key position within the enterprise. As the firm evolves 
from a small, entrepreneurial enterprise to a larger 
organization requiring comprehensive business plans to 
raise equity capital and loans, human resource planning 
can be easily incorporated in the corporate structure. 
Upheavals in production and contract fulfillment are 
avoided if the business has a system to find the workers 
it needs, when they are actually required. 
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Human Resource Planning 
in Action - Finding Real 
Solutions 


Simple Steps 

At first sight, human resource planning may appear so 
simple that it is ‘‘obvious’’. Deciding where your business 
is now, and where it is going — counting how many 
workers are on hand now and how many will be needed 
if things change as projected in the overall business plan 
- has, to some, the simplicity of learning that two plus 
three equals five. 


Big Solutions 


Yet it is this very simplicity that makes human resource 
planning so effective. Knowing what workers you have, 
and who you will likely need, you can take a range of 
steps to ‘‘fill the gap’’ - and save money in the process. 
For example, if a staff shortage is projected, you can plan 
to hire new employees. But there are other options, as 
well. Many are cheaper and less risky: 


e new or expanded training programs; 

e accelerated promotion; 

® reorganization; 

e implement an employment equity program to use the 
skills of women, aboriginal peoples, persons with 
disabilities and persons who are, because of their race 
or colour, members of a visible minority in jobs 
which they have not traditionally filled; 

e redesigning job functions; 

© postponing retirements; 

® contracting out. 


A similar range of solutions is available if there are too 
many workers. Work sharing, retraining, reorganization, 
initiating new projects, and contracting out or loaning 
employees are all alternatives to layoffs. With a human 
resource plan, you can take a constructive approach to 
business changes — and even turn a crisis into an oppor- 
tunity, perhaps through innovative use of government 
assistance programs. 
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Where to Learn More 


Sources of Advice 

Several privately-sponsored consulting services and pro- 
grams offer advice on setting up and managing corporate 
human resource plans. The federal government also of- 
fers specialized services. 


Federal Business Development Bank (FBDB) Seminars 
As part of its Management Services program, the Federal 
Business Development Bank (in cooperation with the 
CEIC) offers a half-day seminar to introduce the benefits 
and techniques of human resource planning to small and 
medium-sized firms. For more details, you can contact 
your local FBDB branch. 


The Industrial Adjustment Service (IAS) 
Under this program administered by Employment and 
Immigration Canada, consultants with extensive private 
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sector experience work with businesses to avoid serious 
problems in responding to changing conditions. IAS con- 
sultants can help make other government programs more 
accessible to your firm. To receive IAS assistance, the 
business’s management and employee representatives sit 
on a joint consultative committee that can call on both 
in-house and outside advisors. IAS committees have 
helped businesses adjust to technological change, growth, 
layoffs and, in some cases, even rescued companies from 
bankruptcy. 


Regional Human Resource Planning Consultants 
CEIC human resource planning consultants and employ- 
ment equity consultants have access to a wide range of 
government data that may be useful to employers in draw- 
ing up plans. In many cases, these consultants work close- 
ly with the Industrial Adjustment Service. 


National Human Resource Planning Agreements 
The Minister of Employment and Immigration has sign- 
ed human resource planning agreements with several ma- 
jor Canadian industrial and professional associations. 
These agreements provide a framework for in- 
dustry/government cooperation, including surveys of 
labour requirements and cooperation in extending human 
resource planning benefits to individual businesses. In- 
dustries covered range from mining and plastics, to 
aerospace and manufacturing. Associations representing 
engineers and other professionals have also signed 
agreements. 

If your business belongs to an association that has sign- 
ed one of these agreements, specialized guidance is 
available that may enable you to take extra advantage 
of training and government assistance programs in human 
resource planning. You may wish to encourage your in- 
dustrial association to sign a similar agreement. 
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Beginning Your Human 
Resource Planning 


Human resource planning links your business plans to the peo- 
ple you’ll need to implement those plans. Once your business 
plan is established, here’s how to begin your human resource 
planning. 


Demand 


Occupations Supply 


How much of that de- 
mand can be met from 
your existing work force? 
Remember to consider 
replacement needs 
resulting from promo- 
tions, turnover, etc. 


List the key occupations 
in your business. 


How many workers in 
key occupations will you 
need in the period 
covered by your 
business plan? 


16 


Shortage/Surplus 


By “subtracting” supply 
from demand, you'll see 
whether you face shor- 
tages or surpluses in the 
key occupations. 


Plan of Action 


What solutions meet your problems? 


Training 

Early retirement 

Work sharing 

Hiring women, aboriginal peoples, disabl- 
ed persons and members of visible 
minorities. 


Your local CEC can help. 
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For More Information... 


Check with your local Canada Employment Centre or 
regional office of Employment and Immigration Canada. 
Or reply with your business card to: 


Employment and Immigration Canada 
Enquiries and Distribution 

12th Floor, Place du Portage, Phase IV 
Ottawa-Hull 

KIA 0J9 


Your reply will be forwarded for action to the regional 
office or CEC serving your business. 


© Minister of Supply and Services Canada 1986 
Cat. No. MP43-146/1986 
ISBN 0-662-54735-7 
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